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CHAPTER I - Introduction 
It is necessary when approaching any new problem to obtain some 
sort of orientation so that the problem can be defined and understood 
more readily. In order to give the reader this perspective, the first 
chapter of this thesis is introductory in nature. It explains the prob-
lem, and covers general information relative to the systems and proce-
dures profession. 
Purpose. 
The purpose of the thesis is to determine how management can 
evaluate systems and procedures programs and as a result improve the 
benefits gained from this type of business activity. 
It seems quite important at this point to define the word 
·~anagement" as it is used in this thesis. Many times this word is used 
in a very nebulous sense by someone who doesn't really know who has the 
authority and responsibility to make the necessary decisions. For exam-
ple, everyone has heard comments such as "Management may be interested 
in this report" or "When top management sets forth policy in this area 
we will know if we should be working in this direction." These comments 
don't say much of anything. Who is ftmanagement?" 
In the case of this thesis ~anagement" is both the man who is 
presently operating a systems program, or a systems department, or who 
conducts systems activities as part of his job responsibilities and the 
individual to whom this man reports. This thesis is primarily directed 
toward these two groups of people. It is hoped that the benefits that 
management can obtain through systems and procedures programs will be 
improved by additional understanding of the activities discussed in the 
thesis, by pinpointing measurement techniques that are used in these 
7 
activities, and by examination of the value of the measurement techniques 
themselves. 
What is systems and procedures? 
There is more than one term in use today that describes systems 
and procedures. For example, some of the terms used are systems work, 
methods and procedures, office services, organization and methods, and 
' 
management analysis. In essence, however, all of these terms denote the 
same basic function. They are all in use because various companies des-
cribe their own functions with different terminology. 
A simple illustration of systems work might be helpful at this 
point. One large manufacturer in New England had predominately six differ-
ent makes of photocopy equipment in use throughout its organization. It 
was buying supplies from each of the equipment vendors for use in their 
respective machines. A systems investigation revealed that even though 
there are approximately 35 different manufacturers with equipment on the 
marke~in the entire world. there are only 5 manufacturers of the supplies 
used in the equipment. 
Due to the basic similarities in all photocopy equipment (each 
has a light source of some type and a developing tr~) examination re-
vealed that the supplies of one manufacturer could be used in another 
manufacturer's equipment. This idea was field tested and found not only 
to be feasible but quite practical as well. Through standardization on 
one manufacturer's supplies, the cost of making copies was reduced and, 
in many instances, the quality of the copies obtained was improved. In 
the quantities that this company was buying these supplies, annual savings 
were estimated at $50,000. 
This illustration is, of course, only one example of systems 
work. There are many others. The Systems and Procedures Association of 
America describes systems work as follows: 
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Systems work is defined as a professional type staff 
work concerning the research, analysis, development, 
problem solving, and assistance to management in the 
following areas: 
Organizational analysis and planning. 
Analysis, simplification, or establishment 
of operating systems and procedures. 
Work simplification. 
Time and motion study and incentives, usually 
in the clerical or "office" areas. 
Procedure and manual writing. 
Forms analysis, design and control. 
Record management. 
Space and facility planning and control of 
utilization. 
Report analysis and control. 
Equipment evaluation and selection, stand-
ardization.! 
There is one important distinction that should be made between 
"systems" and ftprocedures" that will assist in an appraisal of these 
activities. Systems envelop all the operations of business activity. 
They cut across the functional lines of purchasing, sales, production, 
finance or accounting and recognize how each of these operations affect 
each other. On the other hand, procedures, though they may be complete 
within themselves, are primarily written instructions within one system. 
Work done by others. 
There has been considerable study recently in the area of elec-
tronic computers and accessory equipment. Computer installations can 
process great volumes of data at very high speeds, can result in substan-
tial savings, yet may require years of planning prior to installation. 
As computers are so new, it is difficult to pick up a systems or trade 
magazine and not find some article covering an aspect of electronic data 
processing (EDP). Also, in this space age, companies such as Interna-
tional Business Machines and Sperry-Rand obtain publicity as a result of 
the nation's defense effort. Perhaps one of the most widely publicized 
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applications of computers was their use by the major broadcasting compan-
ies during the 1960 Presidential election to forecast the election results. 
In addition to EDP, there is also a considerable body of know-
ledge today covering IDP (Integrated Data Processing) or punched card 
equipment. For example, the following theses written about punched card 
applications can be found in the College of Business Administration 
Library at Boston University covering the period 1950 to 1959: 
1. Punched Cards in a Small College. 
2. Adapting Punched Card Methods to Statistics. 
3. MOdern Applications of Punched Cards. 
4. Management Approach to Punched Cards. 
The knowledge available on punched cards has progressed to the extent 
that it is possible to obtain literature covering basic inventory and 
accounts receivable systems from the manufacturers of punched card equip-
ment. 
Other Boston University thesis research that is relative to 
this thesis pertains to cycle billing and work sampling. 
Written material is also available, published by other sources, 
on the basic tools of systems and procedures work such as how to flow 
chart or how to select the most economical paper stock on which to print 
a form. However, very little material in which an author attempts an 
appraisal of the activities of systems and procedures programs is avail-
able, although it is possible that an appraisal of this type exists 
somewhere. 
Sources of information. 
Research on the systems and procedures activities covered was 
conducted by personal interviews with ten persons directly responsible 
for systems programs or who carry on systems work. During these inter-
views, systems managers and/or administrators were asked to state both 
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how they actually evaluated their activities in terms of tangible and in-
tangible results and how, if it were possible, they would like to revise 
their evaluation procedures. 
In addition, comments were obtained, with the use of a ques-
tionnaire letter fo~, from persons widely recognized in the systems and 
procedures profession as a result of articles that they have written or 
lectures, courses or seminars they have conducted. Eleven of the twenty-
five persons from whom comments were requested replied. This was a return 
of 44~. ' Of the eleven persons who replied 4 work for manufacturing com-
panies, 2 for oil companies, and 1 each for an insurance company, a broad-
casting company, a finance company, a bank and a university graduate 
school. 
Existing published material covering the field of systems work 
was also reviewed. Lastly, some of the case histories and measurement 
techniques described have been drawn from personal experience. 
Importance of systems work. 
Although the Systems and Procedures Association of America 
(SPA) was formally created in 1944, the greatest growth of systems and 
procedures throughout government and industry has occurred during the 
last five or six years. SPA membership has increased from 1500 in 1955 
to 3000 members in 1960. This 100% increase in membership reflects the 
desire of a growing number of people to exchange ideas and contribute to 
the systems profession. Also, there has been a slight shift in the type 
of company that these members work for. Note particularly the growth in 
SPA membership in trading and utility or transportation companies in the 
table shown on the next page. 
Also on the next page is a table showing the salaries received 
by systems men. Note the decrease in the percentage of men receiving 
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TABLE I 
TYPE OF COMPANY EMPLOYING SYSTEMS MEN 
1959 COMPARED TO 1955 
No. of ~of Total 
TYJJe of Com-pany ReElies lli2. lli2 
Manufacturing and Mining 883 59 60 
Insurance or Financial 219 15 1? 
Trading (Retail, Wholesale, etc.) 8? 6 4 
Utility or Transportation 129 9 5 
Government 46 3 4 
Consultant or Accounting Firm 66 4 ) 10 
other 68 4 ) 
Total 1498 roo 100 
Source: Profile of a Systems Man, Systems and Procedures Association, 
1959, p. ?. 
TABlE II 
ANNUAL SALARIES RECEIVED (INCLUDING 
BONUS, IF ANY) BY SYSTEMS MEN 
1959 COMPARED TO 1955 
Salary Range No. of %of %in 
~In d.ollarsl ReElies Total 12.22 12:2:2 
Under 5,000 8) 1) 4) 
s,ooo - 5,999 34) 2) 22% 10) 6,000 - 6,999 114) 3l? 8) 16) 4?% 
?,000 - ?,999 161) 11) 1?) 
8,000 - 8,999 254) 1?) 15) 
9,000 - 9,999 211) 904 14) 61% 11) 46% 10,000 -10,999 204) 14) 12) 
11,000 -12,999 235) 16) 8) 
13,000 -14,999 123) 8) 3) 
15,000 -1?,999 64) 4) l'r,t ) ?~ 18,000 -19,999 38) 265 2) 4) 
20,000 and over 40) __2) 
-
) 
Total 1486 100 100 
Source: Profile of a Systems Man, Systems and Procedures Association, 
1959, P• 9. 
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salaries lower than $8,000, and the increase in the percentage of men 
receiving salaries in the ranges of $8,000 to 13,000 and over $13,000. 
The median salary received was $10,000 while the salary range cited most 
often was $8,000 - $8,999. Although some increase in the salaries received 
over this period may be attributed to a general rise in wage levels, never-
theless the percentage of SPA members receiving higher salaries is a good 
indicator of the growing importance of systems work. 
Systems and procedures activities selected. 
All of the many activities of systems and procedures programs 
will not be covered in this thesis. As is shown by the number of activi-
ties in the table below, to cover all systems activities would be a volum-
inous undertaking and would not necessarily change the principles of 
appraisal discussed in the activities that are covered. Also, certain 
activities have either been covered heavily in other publications or are 
not engaged in by a major segment of business, industry or government. 
TABLE III 
ACTIVITIES OF SYSTEMS UNITS 
1959 
No. of 
Type of Activity Firms 
Forms Control 953 
Procedures Manuals 971 
Equipment Control 698 
Organization Analysis 594 
Work Simplification 904 
Records Management 679 
Layout Planning 568 
Management Audit 282 
Work Measurement 559 
Integrated Data Processing 849 
Electronic Data Processing 653 
Operations Research 195 
Total No. of Firms 1150 
% to 
Total 
83 
84 
61 
52 
79 
59 
49 
25 
49 
74 
57 
17 
100 
Source: Profile of a Systems Man, Systems and Procedures Association, 
1959, p. 10. 
13 
Appraisal of activities. 
Measurement involves two things. First, there is a standard, 
a rule or a measurement device, and secondly, there is that thing which 
is to be measured. The application of the measurement device to the 
thing to be measured will result in an appraisal or valuation. 
The objectives of the systems activities covered in the thesis 
will be defined or explained first so that the reader will have some-
thing to measure against. Conversely, without a clear statement of 
objectives, no judgment of the effectiveness of results obtained through 
systems work can be obtained. This i~ particularly true in those systems 
activitieswhereall or part of the results obtained are intangible or 
cannot be measured.in dollars. 
Examples of the type of problems encountered in these activi-
ties will also be shown to illustrate the type of measurement techniques 
that can be used. Finally, the measurement techniques themselves will 
be discussed. 
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CHAPTER II - Forms Control 
What is Forms Control? 
One recognized authority in this field, Frank Knox*, says 
"Forms Control is a plan or method used by management to guide and 
regulate clerical operations by controlling paperwork."2 
This is a broad definition yet a good one as it is not limited 
merely to the layout or construction of forms nor to a program of crack-
ing down on the producers of "bootleg" forms. 
Objectives. 
What are the objectives of a Forms Control activity? In a 
positive sense they are to develop the most effective new forms and 
improve necessary existing forms. In a negative sense they are to 
eliminate unnecessary and duplicate forms and consolidate those serving 
similar functions. 
Why are these objectives desirable? An active Forms Control 
program with these objectives will accomplish several things. It will 
produce economies from reduction in preparation time and material costs 
by simplification of the procedure that requires the use of forms. It 
will reduce clerical work and facilitate communications by making forms 
easier to fill in, easier to understand after they are filled in and 
* There are several other people who are well known in the area of 
Forms Control who should also be mentioned as recognized authorities: 
Dr. Gibbs Meyers, Carl Osteen, Ray Marien, Cleo L. Bateman. 
1.5 
effectively carr.y out the procedure with which they are used.* Forms 
Control will also reduce the cost of forms procurement, reproduction, 
storage and distribution. 
Objectives such as these can be stated in many different ways 
and ma.y be slightly different for different companies. Organizationally, 
the Systems and Procedures Department may not be the same as the Forms 
Control department or, for example, it ma.y not control the distribution 
of forms. Nevertheless, an effective Forms Control program includes 
all of these objectives regardless of a company's organizational 
structure. 
Problems encountered. 
These objectives can be attained in several ways that will 
produce tangible results. First, a change in the construction of a 
form may bring results. For example, one company purchased a mainte-
nance order or service request form that originally cost $62.00 per 
thousand. By changing the paper and carbon stock used, elimination of 
copies, and reduction in size, the cost was reduced to $19.56 per 
thousand. However, the form was used at the rate of 1500 per year 
which only amounted to annual savings of $6).66. 
If, on the other hand, the cost of a continuous tabulating 
form used at the rate of a million sets per year can be reduced from 
$12.06 to $10.91 (a difference of $1.15) the annual savings are $1,115. 
* Many forms, in essence, are the boiled down version of the written 
procedure itself. The form, if properly created, could do the job 
without the written procedure. On the other hand, the procedure 
could not exist without the form. 
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Volume or rate of use is really the key factor in this type of a change. 
Another type of savings involves clerical effort. In companies 
that have their own printing facilities, which many do, only forms such 
as envelopes, tags or continuous forms are purchased from outside vendors. 
The print shop will produce an order for 20,000 6-part security clearance 
forms by running the layout on an offset press (probably 1 up at a speed 
of 6000 to 7500 impressions•per hour) in the various colors required. 
The sets will then be collated by whatever personnel is available using 
either rotating tables, foot operated electric collators or even auto-
matic collators that scan the material for missing or double sheets and 
staple them together. This is certainly a long step forward from the 
old ways of running sheets off on the mimeograph machine and then colla-
ting by walking back and forth along a long table picking up one sheet 
from each pile. Nevertheless one of the most important considerations 
has been forgotten. The clerks who type out these forms have to insert 
five sheets of carbon paper in every form used! (And this would probably 
be the wrong carbon to use in a multipart form.) Going back to the orig-
inal quantity of forms used of 20,000 per year, that means that the clerks 
using the forms have to insert 100,000 sheets of carbon into the forms 
before typing them and take them all out afterwards. This is an awful lot 
of operations, particularly when it takes at least 30 seconds to gather 
and insert the carbons and then jog each form.3 
A change in forms design can also produce tangible savings 
particularly if forms design principles are applied to many forms. 
Actually, most companies have more forms than they realize. For example, 
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Mr. Robert Weil of the Bethlehem Steel Company summarized what he found 
in his company as follows: 
One of Forms Control's first jobs was collection of 
two copies of every form initiated by every department 
throughout the company, together with annual usage and 
distribution information. 37,946 different forms were 
collected. We believe that we did not receive some 
eight thousand other forms. 4 Thus approximately 46,000 forms was the total in use. 
At any rate, take a typical company, call it Company ABC, 
which has anywhere from 5000-8000 forms. Mere physical layout rearrange-
ment can create surprising savings. For example, examine the typewriter 
keystroke equivalents and the cost of keystrokes in Tables IV and V 
below: 
TABLE IV 
Keystroke Equivalents 
1959 
Operation 
Keystroke 
Tab Stop 
Horiz. Space 
Carriage Return 
Vertical Space 
Hand Positioning 
Caps. and Figs. Shift 
Keystroke 
Equivalent 
1 
5 
1 
5 
J 
12.5 
2 
TABLE V 
Keystrokes Cost 
1959 
Quantity of 
Keystrokes 
Money 
Costs* 
1000 $.25 
100 .025 
10 .0025 
1 .00025 
*Based on national averages 
for typists, 1956-1957 
Source (both tables): Systemation, Ross-Martin Company, Tulsa, 
Oklahoma, Issue No. 23, March 15, 1959, p.2. 
If the number of keystrokes on one form can be reduced by 
10%, the time necessary to fill out the form is reduced by 10%. Or if 
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the captions in the body of the form can be arranged so that a tab stop 
will carry the typewriter into position without hand positioning, 7.5 
keystrokes are saved. 
One keystroke reduction of this kind is worth $.001875. Three 
reductions are worth $.005625 per form. If the usage of the form is 
1000 per year, this is a savings of $5.625. However, when this principle, 
or something similar to it, is accomplished on 3000 high usage (1000 
copies or more per year5) forms in the ABC Company the savings amount 
to just under $17,000. The example illustrates that considerable savings 
can emanate from what appear to be very small cost saving techniques. 
It also illustrates the necessity of knowing what changes have been made 
so that measurement can be accomplished. 
What should management be looking for? 
Certainly it should be looking for dollar savings that are 
tangible and that can be pointed to specifically. Savings can be either 
in terms of procurement costs or in the area of clerical time savings 
which can be charted specifically or be based on estimates developed 
over a period of time. Some forms control authorities estimate that 
the cost to fill out forms is 4 to 10 times the cost of the form itself.6 
• Others estimate it at 20 times the cost of the form.? It is important 
to note that the savings created through elimination, consolidation or 
redesign of forms will continue as long as that form or procedure exists. 
The savings do not stop at the end of a particular accounting period 
but go on year after year. 
Management should also find out if systems projects have 
developed as a result of Forms Control. Analysis of forms by function 
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accomplished as part of the Forms Control activity will reveal those 
areas where many slightly different forms are being used to do the 
same job. Discovery of these areas provide excellent examples to man-
agement of where systems overhaul is needed. Forms analysis and design 
done in conjunction with individual procedures does not reveal the 
broader picture or the need for revision in systems. 
Another type of measurement is whether the number or forms 
in use is increasing or decreasing. This is a tangible form of measure-
ment where a numerical count of the number of forms designed, revised, 
reviewed, rejected or obsoleted is used rather than dollars and cents. 
Good control of forms will result in a decreasing number of forms in 
existence unless a company is in a state of growth. In the latter 
situation, an increase in the number of forms in use may be necessary 
to provide the working tools necessary to accomplish the job at hand. 
In any respect the control over forms should be kept simple so that too 
much time is not spent on non-worthwhile items. 
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CHAPTER III - Procedures Manuals 
Tool of communication. 
A procedure manual is a tool of communication and should be 
used primarily to disseminate information concerning change. It is 
definitely not a binder that houses in one place all procedures col-
lected on a one-time basis and then forgotten. It has to be kept up-
to-date in order to be of value. 
Objectives. 
There are a number of objectives that well developed and main-
tained procedure manuals can accomplish. As has already been mentioned, 
there is the necessary flow of information emanating from management 
throughout an organization. Some manuals for example contain policy 
statements and organization charts in addition to written procedures 
to insure clarification of organizational structure and responsibilities 
and to obtain coordination in com~ activities. Others contain only 
now charts, narratives and samples of forms. All manuals are attempts 
to facilitate communication and control or at least provide guidelines 
for the operation of the company. 
Manuals are also used for indoctrination of newly hired per-
sonnel or as an on-the-job reference guide. Sometimes they are used 
as aides in supervisory or executive training. Manuals also are used 
as the source for review and control of company policies and procedures 
so that uniformity in interpretation and administration within the 
company can be obtained. 
Intangible results. 
If these objectives are achieved, most people will agree that 
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the results cannot be readily translated into dollars. The results 
obtained are intangible. Nevertheless, most organizations want and 
have procedure manuals of some type. The Government calls them Standard 
Operating Procedures. Even automobile service stations have them in 
the form of lubrication charts or instruction sheets. Libraries also 
use them to explain how to get a reference book out of storage or use 
their file card system. 
Even though results are intangible recognition should be 
given to the "costs" of not having manuals. Mr. Edward Mezner, writing 
in the January 1958 Bulletin of the National Association of Accountants, 
describes the lack of procedures manuals results in: 
1. High priced personnel do low cost work. 
2. High training costs for new personnel. 
J. High employee turnover or absenteeism. 
4. Difficulty in alternating employees. 
5. Duplication of work. 
6. Omission of necessary procedures. 
?. Inconsistency of procedures. 
8. Buck passing. 
ExamJ2les. 
Writing procedures for inclusion in manuals is not as simple 
as it may appear to be. Procedures should be written not only so that 
they are easily understood but also so that they cannot be misinter-
preted. The latter is often the more difficult job. One important 
writing technique is to use simple language and "action" words. For 
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example, which of the following instructions does the job best?: 
1. Should the supply of forms sent you not be 
sufficient to meet your requirements, contact 
Department 23 for the additional copies 
desired. 
2. If you need more forms, call Department 23. 
These examples may seem extreme, but instructions similar to paragraph 
1 above are still being written and published today. Note, for example, 
the need for technical writers in industry. People who can take basic 
data and translate it into effective instructions are in demand. 
Another type of problem can also be solved with an effective 
procedure manual. When a procedural question arises, most times the 
first place anyone goes is to the procedure manual. If the answer 
can't be found in the manual because there is no procedure covering it, 
the next logical step is a series of telephone calls or conversations 
with the Systems and Procedures Department, the man in charge of the 
function involved or other department heads. If this is a brand new 
problem, the steps taken to resolve it are probably sound. However if, 
this is a problem that has come up before or has already been solved 
by another department, then one of the main purposes of procedure 
manuals, that of dissemination of information, has not been achieved. 
Confusion and overlapping of work results from this lack of good 
communication when this situation is multiplied by the many departments 
in a company. 
Effective 2rocedure manuals. 
How is it possible to tell if manuals are worthwhile and 
accomplishing the job they are supposed to be doing? First, it is quite 
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important that manuals be kept UP-to-date. If, due to bad indexing, 
inclusion of obsolete material or lack of procedures covering current 
problems, an employee cannot find the directive or procedure which 
covers his problem, he will soon find that the manual doesn't help 
him and will stop using it. When this happens coordination of company 
activities, particularly in multiplant or remote locations, tends to 
break down as each man, though he does the best job he knows how, works 
in a slightly different direction. 
Secondly, it is important that procedures be well written. 
The use or flowery language or "officialese" makes procedures too com-
licated to be readily and easily understood. Also, when procedures 
are not specific or do not cover exceptions, employees may interpret 
procedures in their own way, which eventually means they don •t follow 
it. 
The distribution of the manuals themselves must be kept cur-
rent b,y retrieving manuals from those who leave the organization or 
change jobs. B,y keeping these manuals out of circulation their contents 
do not become obsolete because the manual holder didn't receive all of 
the UP-to-date material. 
The procedures themselves must be approved and revised b,y the 
person who has the authority to establish them and must have the com-
plete and active support of this person. Procedures that have employee 
acceptance are b,y far the most effective, but occasionally it becomes 
necessary for the person or persons running the organization to direct 
a change in the ~ the business is operated. Management's interest in 
procedures during the development or revision stage is usually helpful 
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in reducing the passive resistance which is always present when there 
is a change. Nevertheless, management must also insure that the proce-
dures are placed into operation. 
Finally, procedures must be practical and they must work. 
Mr. S. 1. Simpson of Hughes Aircraft in California covers this point 
succinctly when he said "It doesn't matter whether all employees agree 
to them or whether the manager indicates that this is the way it should 
be done; in the last analysis the procedures must be workable."8 When 
they aren't, people not only lose faith in the validity of the proce-
dures but they also lose faith in those who write them. This not only 
damages procedure manuals but also seriously impairs progress in other 
related systems activities. 
Even though evaluation of a procedure manual activity is sub-
jective, management can still examine results, compare them to objectives, 
and determine, for example, if consistent accounting practice is followed 
throughout the organization, if laws and government regulations are com-
piled with uniformly, or if economies are obtained from standardization 
of methods and equipment. Management can also determine if existing 
manuals are too numerous or voluminous and should be consolidated, 
revised, up-dated or obsoleted. 
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CHAPTER IV - Equipment and Supplies Control 
"To conduct detailed studies and test makes and models of 
office machines and equipment for the purpose of making specific recom-
mendations for practical application, proper utilization, and economical 
operation of equipment recommended"9 is the usual function of an equip-
ment control activity. However, as many different types of supplies 
are used in conjunction with office equipment, and in many instances 
the supplies are more costly in the long run than the equipment itself, 
the idea of controlling equipment separately from supplies does not 
recognize the inherent overlapping of these two types of activity.* 
For this reason in this chapter these two activities are grouped together 
and treated as one. 
Objectives. 
The objectives of an equipment and supplies control activity 
can be generally stated as: 
1. To analyze and test office machines, equipment, 
furniture, stationery and supplies. 
2. To make specific recommendations for the proper 
utilization and economical operation of the above. 
J. Determine the basic requirements that call for the 
use of a particular machine or type of supply. 
Technical and related systems aspects. 
The equipment and supplies control activity is one of the most 
technical of all systems and procedures activities. It deals with the 
best applications of office equipment and supplies and must be tied in 
* Although supplies control per se is not listed as a separate activity 
in Table III, Chapter I, it is included in the title of this activity 
to emphasize its importance. 
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directly with the requirements of the procedures in which they are used. 
Since procedural variations frequently govern whether or not a process 
will be perfonaed manually or by machine, this activity must be closely 
coordinated with the systems activity studying procedure revision and 
administrative work flow. Also, the housing of records becomes a joint 
effort of analysts engaged in records management and equipment and SUP-
plies control. In this instance, agreement may have to be reached on 
the use of either 4-drawer filing cabinets or open shelf files. Or they 
may work together on the type of record used, e.g., punched cards vs. 
ledger cards or the payment of employees with the use of bank deposit 
slips rather than checks. The equipment and supplies control activity 
also overlaps into the forms control activity when pegboard or contin-
uous manifold forms are considered. The systems and procedures analyst 
must of necessity be a man of ma.ny skills. 
Difficulty in determining requirements. 
There are two distinct jobs that must be performed in the 
activity under discussion. One is the determination of user require-
ments and the second is determination of what is available that will 
meet these requirements. Of the two, the first job is by far the most 
difficult. Evidence of this is contained in the following extract taken 
from a job description of a position with a large New England manufac-
turing concern. This position had the specific responsibility of eval-
uation of office equipment and supplies and the extract chosen describes 
the difficulty of the position expressed in terms of problems likely to 
be encountered: 
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The absence of previously established overall policies 
and the absence of standards themselves, diversity of 
personnel and levels of authority involved, and the 
nature of this type of investigative activity require 
thoroughness in gathering facts. This is particularly 
true in the determination of company requirements due 
to the number of personnel and locations involved and 
the many different and varying uses of equipment and 
materials. 
The above is also true in the planning, development and 
conduct of both laboratory and field tests as this area 
is uncharted and effective and sound results must be 
obtained the first time without endangering the cooper-
ation of the people involved. 
In comparison to the challenge described above, learning about 
equipment that is available on the market is a simple proposition. Man-
ufacturers of the equipment will be only too glad to extol the advan-
tages of their machines. Other systems analysts can report on the advan-
tages and disadvantages of equipment and users can evaluate on-the-job 
performance. The availability of this type of information makes deter-
mination of what can be used to meet user requirements the easier of 
the two major jobs. 
Illustrations. 
The illustration covering diffusion transfer photocopy supplies 
included in the introduction is one example of the type of problem 
encountered in this area. The company was originally buying this type 
of supplies from many different vendors. After investigation, it picked 
one vendor and consolidated its purchasing power. As a result, it not 
only improved the quality of the copies made in many instances but saved 
$50,000. Though this example was obtained from a systems activity in a 
large company - approximately 40,000 employees - the results illustrated 
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can be just as important in a smaller company. 
Analysis or Thermo-Fax* supplies and equipment is another good 
illustration. Most people who have worked in a business office know 
what a Thermo-Fax copy is, and investigation in this area can produce 
tangible savings from both the equipment and the supplies. Recently, 
eight to ten other manufacturers have marketed a copy paper suitable for 
use in Thermo-Fax machines. These other copy papers, however, have sev-
eral drawbacks. All or them are pressure sensitive to some degree and 
must be treated carefully to avoid extraneous or undesired marking. 
Also most of them are lightweight, somewhat like tissue paper, and 
slightly difficult to work with. In addition, two or three of them have 
a wax or plastic surface which comes orr on the machine parts (belt, 
lamp, and carrier used) and which cracks and destroys the copy image 
when the copy is folded, creased or crumpled. Lastly, the cost or even 
the best of these •substitute" Thermo-Fax sheets runs from $4.50 to $4.65 
list price per 100. 
On the other hand, Thermo-Fax itself has an airmail sheet 
which is comparable to the substitutes in weight and strength yet does 
not have their disadvantages. It is fully compatible with Thermo-Fax 
equipment, does not have a wax or plastic coating nor is it pressure 
sensitive. It does have a tendency to darken in strong sunlight or 
excessive heat which the substitutes do not. Its list price is $4.30 
per 100 which is cheaper than the good substitute papers. Samples o£ 
* Thermo-Fax machines and supplies are manufactured by the Minnesota 
Mining and Manufacturing Company (3 M). Thermo-Fax is a brand or 
trade name used to identify their equipment. The word "Thermo-Fax" 
is derived from the process itself which by using heat (Thermo) 
makes copies (Fax or facsimile). 
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the normally used Thermo-Fax sheet, the Thermo-Fax airmail sheet and a 
"substitute" sheet are included as the next three pages. 
An examination of the equipment available reveals that a 
machine for general office use (Secretary - Model 22) costs $JJO. This 
machine does not come equipped with a visual speed indicator that shows 
the operator the correct dial setting at which he can obtain a good copy 
the first time. With this model he must guess at the correct setting 
which results in most instances in wasted paper before an acceptable 
copy is obtained. A machine which does have a visual speed indicator 
(Model 22C or Model 44), which eliminates wasted paper, costs $J60 or 
an additional $30. 
Now, if 10 copies per day, which is a low estimate, are made 
with the equipment, this requires using at least 20 sheets allowing for 
wasted copies. Twenty sheets per day for 250 working days in the year 
at 4.J¢ per sheet (Thermo-Fax airmail sheet described above) is $215. 
Half of this cost is waste. Purchase of a machine with the visual speed 
indicator eliminates the waste and saves $107.50 which is considerably 
more than the additional $30 cost for the machine and, of course, the 
savings continue. This illustration shows the necessity of analyzing 
both equipment and supplies in conjunction with each other. 
When no 'important distinction can be made among various makes 
of equipment available, other factors take on added importance. An 
illustration of this is when investigation of the filing cabinets sold 
by Vendor A and Vendor B reveals that they are relatively comparable in 
quality and a decision must be reached as to which file to buy. 
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If Vendor B's price is $10 lower than Vendor A's, but Vendor B will not 
warehouse the files and Vendor A will, the key here is determination of 
what it costs the company to warehouse its own files. If the company 
finds that it costs them $15 per file to warehouse (stock, transport, 
additional paperwork) files, the savings available are greater when 
files are purchased from Vendor A at the higher price. The total cost 
of operating the business is as important or more important than deter-
mination of the quality of the files or the price quoted by each vendor. 
Tangible and intangible measurement. 
Although the examples described above primarily deal with 
dollar savings, measurement in this activity is both tangible and intan-
gible. The dollar savings from controlling the purchase of IBM Execu-
tive typewriters in lieu of standard electrics are easily determined.* 
The cost of using forms designed with vertical spacing of 6 lines to 
the inch on typewriters with vertical spacing of 5t lines to the inch, 
though measurable, is not quite so easy to determine. 
The value of standardization which creates interchangeability 
of equipment or supplies can be appraised specifically when viewed from 
the point of reduction in inventory, rapid return to use of surplus 
equipment or consolidation of purchasing power. Yet, one reason for 
standardization is to facilitate the training of personnel. Even 
though this is a valid reason, appraisal of its worth is intangible. 
* Cost of a standard IBM electric typewriter including tax is $471.?0. 
Cost of an IBM Executive (proportional spacing) electric typewriter 
including tax is $662.50. Difference in cost is $190.80. 
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Even more intangible is the value of presenting a uniform 
picture of a company to the public b.Y insuring that all typewriters 
have a standard type font. This idea goes one step further in the devel-
opment of uniform identification of a compaqy than the widespread use 
of trademarks and/or logotype. 
Volume. 
Finally, it should be noted that this activity is only worth-
while where control can be established over items used in large volUIIle. 
If the item is of small dollar value, many of them, hundreds or thou-
sands perhaps, DIUSt be used before substantial savings potential exists. 
If they are a large dollar value item, potential savings may still exist 
at much smaller usage quantities. Nevertheless, volume must exist 
before control is worthwhile. 
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CHAPTER V - Organization Analysis 
Definition. 
Mr. John Blickle speaking on Organization Planning to the 
International Systems Meeting in 1957 made the following statement to 
define organization analysis: 
The arrangement of activities and functions, defining 
of responsibilities and authorities, and the estab-
lishment of relationships to facilitate the Company 
reaching its ~bjectives - or, in other words to get 
the job done. 0 
Note the importance of the word "objectives". The entire definition 
really hinges on this word. Unless the company's board of directors, 
the president, other immediate top management and the organization 
planners clearly understand what these company objectives are, no 
effective "arrangement of activities", •••• "defining of responsibil-
ities" or •••• "establishment of relationships" can be accomplished. 
Company objectives can be broken down into policies for each function 
and clear understanding of these policies is also necessary. A company 
may set down major policies concerning personnel such as (a) steady 
employment, opportunity and assistance to develop and advance on a 
merit basis, with compensation sufficient to enable the company to 
recruit and retain superior personnel, and (b) good working relation-
ships and conditions, fair treatment to avoid discrimination, and 
financial and non-financial stimulation for accomplishment. Due to 
the nature of the subject covered in this chapter results are not 
immediately measurable in dollars and cents. But they are quite impor-
tant! 
When a business begins, one man starts to make a product. 
J6 
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At first, his business is small enough so that he can handle it all alone. 
He uses his own funds to buy the materials, puts them together in his 
' 
own basement, and sells them himself. As his business grows, in all 
probability he finds he can't do everything himself any longer. So he 
hires someone else to keep the books because he would prefer to be out 
selling his products. Eventually, he hires another person to help him 
make his product and an additional person to take the orders. Now he 
finds he has an organization where communication becomes of increasing 
importance. He has lines of communication between himself and his sub-
ordinates, but there are also lines of communication between each subor-
dinate and each of the other subordinates. As a result he finds that 
organization brings about problems that did not exist when he did every-
thing himself. 
The importance of developing a sound organization becomes more 
apparent when these communication problems are multiplied by 100, 500, 
5000 or the number of employees in a typical company. 
Objectives. 
The objectives of an Organization Analysis activity as shown 
below also point to the intangible measurement that is required in this 
area: 
1. To improve operations by better utilization of manpower 
and time. 
2. To obtain positive control of the organization. 
J. To improve teamwork and morale. 
4. To obtain quicker action and response in all elements of 
the organization. 
5. To insure that responsibility is specifically defined for 
all individuals, departments and functions. 
6. To encourage initiative and leadership. 
Case studies. 
The following case was used b.f Mr. R.C.~ll in a presenta-
tion made to the Cleveland Chapter of the Systems and Procedures Associa-
tion.11 It seemed that a large manufacturing company was confronted with 
a special production control problem. What had happened was that custo-
mers• orders were being :mysteriously delayed, which hurt the company's 
reputation. Customers orders were processed as follows: 
1. Salesmen received orders directly from customers in the 
field. 
2. Salesmen transmitted the orders to the engineering staff. 
J. When the product was designed to fill the customer's 
requirements, engineering sent the blueprints to manu-
facturing. 
4. Manufacturing made the product. 
5. Traffic arranged tor delivery. 
The systems men called in suggested that a control operation be set up 
in the manufacturing activity. The engineers objected to this immed-
iately, as did the sales people. Each agreed that production control 
was essential, but each thought that he should have the responsibility 
tor it, or that it should be under one of those having responsibility 
for filling customers• orders. 
At this point an Organization Analysis study was made and the 
conclusion reached that the company was not organized in such a way as 
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to facilitate production control. It was possible to change the organi-
zation so that the head of the production control activity reported to 
the president to whom the engineering, sales and manufacturing heads 
also reported. The president, however, was overburdened at present as 
12 people alreaqy reported to him. 
After long and careful study, it was determined that it would 
be necessary to decentralize the compaqy along geographical lines in 
order to expedite customers • orders. Six districts were set up, each 
ot which was headed b,y a district manager. Under each manager were 
sales, engineering and manufacturing heads as well as a production con-
trol specialist. The systems department developed a procedure which 
enabled the production control specialist to keep the district manager 
informed concerning the progress of each job. The manager was able to 
insure that necessar.y coordination of effort took place in a way that 
the president could not possibly have found time tor. 
Results were excellent, coordination of effort was greatly 
improved, and service to customers improved with the result that rev-
enues shot up rapidly. The point of the illustration is that organiza-
tion analysis and systems work go hand in hand, even though tangible 
benefits are not immediately discernible. 
A personal interview obtained with a key systems and proce-
dures official in New England revealed the following situation. He 
works for a rapidly growing research and development company that has a 
project type organization. One of his jobs was to analyze the func-
tional responsibility statements of the people performing the following 
operations: 
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1. Plan - this involves the development of proposals, figuring 
the facilities, manpower, material and financing required, 
and obtaining the contract award. 
2. Do - this involves hiring personnel, procuring materials, 
obtaining facilities, scheduling work and actually design-
ing the product. 
J. Control - this involves keeping track of the work performed 
through accurate cost and inventory records. 
4. Report - This involves reporting of results. 
Each functional responsibility in each statement was broken down and 
charted as to whether it was a prime, delegated or subdelegated respon-
sibility. A lack or "underlapping" of responsibility as well as over-
lapping or conflicting responsibilities were marked on this same chart. 
Conferences were then held with his company's top management and the 
project chiefs involved using the chart as a basis for bringing out the 
overlapping or underlapping areas. 
These conferences pointed out to management their own organiza-
tional deficiencies, and as a result several steps were taken. First, 
decisions were made concerning the more obvious deficiencies. Second, 
new functional responsibility statements were developed and sent to one 
systems man to insure uniformity in terminology and coverage. Third, 
policy questions raised were given to top management for resolution. 
Fourth, the need for several systems studies was recognized and these 
were turned over to the systems department for procedural review. The 
major points in this case are that problem areas were brought out into 
the open, top management support was obtained and action was initiated. 
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The results achieved in this investigation meet specifically the objec-
tives outlined at the beginning of this chapter. 
Comparing results to objectives. 
Recently, this researcher asked people who have an active pro-
fessional interest in systems and procedures what measurement techniques 
they used in their own particular areas. One of the answers received 
seems to be particularly appropriate at this point.' He said, 
The degree of control and the type of reporting to 
management will vary among companies and is related 
to the size of the department, scope of program, 
attitude of management and need for justification. 
A management climate which is convinced of the value 
of a continuing systems program places less emphasis 
on the reporting of dollar savings than one to whom 
the idea of systems work is new. In the case of a 
new department, emphasis is usually on self-justifi-
cation, popularly achieved by pointing to dollar 
savings. 
As has been indicated throughout this chapter, evaluation of 
Organization Analysis is primarily accomplished by subjectively comparing 
the results achieved to the objectives originally established. This fact 
emphasizes the importance of clear understanding by all involved of what 
the goals of the activity·are and what job has to be done on any specific 
project. It is necessary to specifically determine in advance if the 
problem can be solved by better use of manpower, establishment of addi-
tional controls, improved morale or obtaining information more rapidly. 
Unless these objectives or targets are determined in advance, there is 
nothing to measure against at a later date. 
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CHAPTER VI - WOrk Simplification 
"I keep six honest serving men, 
(They taught me all I knew), 
Their names are What and Why and When 
And How and Where and Who." 
- Rudyard Kipling 
Perhaps work simplification more than any other systems activ-
ity has been associated with Rudyard Kipling's famous poem. In this 
activity particularly the work distribution chart, the flow process 
chart, the now diagram and the work process chart are used as tools 
to get all of the details. Once the details are obtained these ques-
tions are asked: Why is it necessary? What is its purpose? What is 
being done? Why should it be done? When is it being done? Is this 
the best time to do it? Who is doing it 1 Are they the best qualified 
to do it? How is it being done? How should it be done? How can it be 
simplified? 
Objectives. 
The objectives of WOrk Simplification have been stated ver.y 
well by Mr. George Grim who is the coordinator for his company's WOrk 
Simplification Program. 
This objective is •••••• to give you a better product, 
a better service with less effort, less time, greater 
safety and lower cost. 
This objective demands that you eliminate waste, waste 
of your time, your company's time, your efforts and 
your company's efforts and the material you use. The 
elimination of waste is best obtained by a change in 
method, with a maximum utilization of the equipment 
you now have on hand.12 
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The elimination of waste is a very significant profit produc-
ing factor particularly when compared to the amount of sales that have 
to be generated to cover the cost of waste. If a company has a net 
profit ratio of 5~ of sales and sales are $1,000,000 per year, it takes 
an additional $20,000 in sales to cover the cost of $1,000 of waste and 
maintain the same percentage of profit. If a company has a profit ratio 
of only 2~, which is happening to some companies currently due to the 
cost-price squeeze, a reduction of.$1,000 in expense is equal to $50,000 
of sales. Due to this fact it has been said that sometimes it is better 
to hire a good systems analyst than a good salesman. 
Examples. 
Many times the principles of WOrk Simplification can be applied 
successfully to jobs that require considerable clerical effort. These 
are good places to begin. Not long ago, a bank had the job of mailing 
out stock dividends. When the certificate had been issued, an IBM card 
set up, a return envelope created, and a letter written, the material 
was folded and enclosed in an envelope manually. 
A simple Work Simplification study suggested that folding and 
enclosing equipment be used to do this job. The material would then 
arrive already enclosed in the envelope, and the clerk could check the 
name on the certificate against the name appearing in the envelope window, 
insert the certificate, and all the material would be ready for mailing. 
When the bank tried out the idea, they found that they didn't have any 
more mistakes than before and by changing the method they eliminated the 
need for 500 overtime hours previously required to do the job. 
Another example illustrates intangible benefits. A telephone 
with a microphone in its base and a separate receiver was installed on 
a supervisor's desk to see if it would save some of his time because 
it freed his hands for other work. Two weeks later, when questioned 
about the value of this telephone, the supervisor said that he didn't 
think it saved any of his time but it did help in training his assistant. 
When someone asked the supervisor a question, his assistant mentally 
.framed his own answer and then checked it against the answer the super-
visor gave to the caller. It served as an excellent training aid. 
Different wa;ys of measuring. 
Dollars saved are certainly important in this activity as a 
wa:y of showing results. The dollars saved can be shown separately in 
reports covering each completed project or in a summary of all projects 
that goes to management on a monthly basis. Also, savings can be broken 
down and compared by the organizational elements of the company to find 
out where follow-up action is necessary to regenerate lagging enthusiasm 
on the part of employees. 
The percentage of employees submitting WOrk Simplification 
proposals is also a good indicator of whether or not they are really 
behind the program. Many companies try to stimulate employee interest 
by using rewards such as publicity in company newspapers, personal 
letters .from top officials, token gifts or even cash p~ents based on 
the amount of savings. In addition, employee confidence in management, 
the degree of morale and teamwork, and even the rate of employee turn-
over can be used to gage success when Work Simplification is considered 
as a part of a company's total effort to produce profit. This point was 
specifically brought out by comments received from a top administrator 
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in a Canadian company. In answering this researcher's query as to 
evaluation techniques that he used, he said: 
In our case, fortunately the Systems and Procedures 
activity has not been tied completely and only to 
the dollar savings tag. If it were, several of the 
studies which consisted mainly of improving human 
and personnel relations would not have gone forward 
and a better performance which has resulted would 
not have been achieved. 
The why, what, when, where, who and how of work and the 
elimination of wasted effort, manpower and cost are the important 
aspects of Work Simplification. The fact that Work Simplification 
activities can be evaluated using measuring tools such as dollars 
saved, number of employees submitting proposals or improved personnel 
relations is the important point of this chapter. 
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CHAPTER VII - Records Management 
Problem. 
Milton Reitzfeld, Director of District Records Management 
for the Headquarters of the Third Naval District, writes that "Records 
Management is an administrative technique for controlling the breadth, 
simplifying the preparation, and effecting the disposition of records.nl3 
Mr. Reitzfeld has also described the reason why Records Management is so 
important. In 1956 he said that there were about 15 million people, or 
one-fourth of the nation's workers "pushing" paperwork. He also attempt-
ed to describe the volume of paperwork by saying: 
In the federal government alone, there are 24 billion 
cubic feet of records on file. Nobody knows and it is 
anybody's guess just what this figure is in all of 
industry, all of city, all of county and all of state 
governments, but there is no doubt that this 24 bil-
lion cubic feet is peanuts if we were to take all of 
the rest zf the people who use paperwork into consid-
eration.1 
Considering the nature of human beings to keep copies of every-
thing they receive (just in case), make sure that everyone gets copies 
of paperwork they generate, and maintain files of everything they have 
ever written*, Records Management must deal with a voluminous amount of 
material. 
Objectives. 
The objectives of Records Hanagement can be covered without 
*Nicholas Samstog, in the June 1953 issue of Time, describes the 
"papyrofile", a coined word based on the Greek word Papyrous or paper 
and the Greek word Phile which in a non-literal sense means lover and 
which also sounds like the English word File. 
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much difficulty as there is apparent~ widespread agreement as to what 
they entail. Brief~ stated they are to: 
1. Control the creation of records. 
2. Simplit,y record keeping systems. 
). Ensure that vital records are secure and protected. 
4. Control records storage and disposal. 
Case studies. 
In developing new products most companies learn the value of 
patents. In many cases their very existence depends upon them. One New 
England manufacturer maintained files on patent information in folders 
which were preprinted so that the status of each patent could be record-
ed on the outside of the folder. The patents were subdivided and filed 
by several categories as follows: 
1. Approved and unapproved patents (the latter was also 
broken down by patents applied for and not applied for). 
2. Government and commercial. 
). Foreign and domestic. 
A problem repeatedly arose when the head of overseas operations would 
ask a question such as: "What is the status of all the patents that 
affect the market in Australia?" 
As a consequence, after some systems ana~sis of this problem, 
a new B,TStem was developed and installed. Under the new system all 
patents were identified by a single coding system and the status of 
patents were summarized on IBM punched cards. The company now gets 
UP-to-date listings of patents by case number, subject matter and inven-
tor and each report serves as a cross reference to the others. In 
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addition, all licensing agreements made on a world-wide basis with other 
companies were tied in with this system. The major criterion of the 
system was to get answers out of a mass of data very rapidly. Unless 
the answers were timely, they were of no use to management to help in 
making decisions. In this case speed was m.ore important than dollars. 
In the following case dollar saVings were the prime factor. 
When reviewing requests for stationery supplies, a records manager dis-
covered that one ~partment in his comp~ was using a special press-
board folder, which had a steel tab, at the rate of 4,000 per year. He 
thought that this was worth investigating so he first talked with the 
manager of the department and explained what his interest was. 
Both the records manager and the department head felt that 
they should talk with the person setting up the files in the department 
which they proceeded to do. It turned out that the file clerk in charge 
was a very dedicated and hard working person. She felt that b,y using 
the folders in question she was able to neatly identify everything and 
that the folders material~ improved the appearance of the files. 
Following this discussion the records manager talked with the department 
head again. He explained that folders are not supposed to stand up by 
themselves and that standard folders used in conjunction with press-
board file guides interspersed throughout each file drawer would fill 
the same requirements of good appearance and simple identification of 
file contents. The pressboard file guides and the follower block in 
each drawer would keep the material standing up straight and neat in the 
drawers. 
The department manager had participated free~ in the 
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discussions. Finally he said that though he agreed with the records 
manager on all of the points covered, he didn't really believe that 
upsetting his file clerk by changing the system was worth the small 
extra cost involved in continuing with the present type of folder. The 
Records Manager at this stage outlined the comparative costs of the two 
systems: 
1. Present - 4000 folders/year at 87¢ ea. = $3480. 
2. Proposed 4000 standard folders/year at 1.5¢ ea. = 
160 pressboard guides at 30¢ ea. = 
Total 
60. 
48. $ 108. 
Possible savings $3480 - $108 = $3372. 
At this point the department head agreed that the system using the 
folders with the steel tabs would be discontinued and the changeover to 
using standard folders and the pressboard guides would be made. 
A company's relations with its stockholders is always impor-
tant and improvement of these relations desirable. One company felt 
that an improvement could be made in the letters that were mailed out 
to stockholders in conjunction with proxy requests and they asked the 
records manager for some help. Under the original system, when a proxy 
was received that wasn't completed properly, six different forms as 
listed below were used to obtain the right information from the stock-
holder: 
1. Power of attorney. 
2. Letter requesting the power of attorney. 
3. Certificate of appointment as an estate administrator. 
4. Request for a signature. 
5. Request to change a signature. 
6. Request for additional signatures on stock owned jointly. 
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The records manager brought out the obvious possibility of con-
solidating at least five of the forms, but the Stockholders Relations 
Committee decided that a letter for each individual subject would be best 
even though they were preprinted letters. However, several other changes 
were made. 
In order to give a better impression of the company to the 
stockholder the tone or style of writing was up-dated and simple, easily 
understood English was used. The type style used to print the letters 
was also modernized. 
In addition, the stockholder had previously been sent a self-
addressed envelope with which he could mail back his reply. This was 
changed to a self-addressed, stamped envelope to make it easier for him 
to return the requested information and to avoid the possibility of a 
stockholder getting the impression that the company couldn't afford to 
put a 4¢ stamp on an envelope. Intangible? Yes, but stockholders 
impressions of a company and its management are quite important! 
Measurement. 
Records standards are a good place to begin to determine the 
success of a Records Management activity. Arthur Barcan of the New York 
Records Management Institute describes the standards developed as a 
result of studies made b.Y the Institute and compares these standards 
with the records maintained by the average business. Mr. Barcan says 
that the average manufacturing concern of 1000 employees: 
1. Should have no more than the equivalent of 620 file 
drawers of records in the office and storage. 
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a. Actually has over 1030 file drawers in office 
and storage - a surplus of 40 per cent that 
highlights creating, filing and maintaining 
512,000 pieces of paper unnecessarily. 
2. Should retain only 290 of these drawers in the office. 
a. Actually- retains over 700 of these file drawers 
in the office - more than double the standard. 
). Should store the less active records at a total cost of 
$)6).80 a year. 
a. Actually stores the less active records at a 
total cost five times the standard. 
4. Should utilize 464 square feet of space in the office and 
· 66 square feet of storage space. 
a. Actually utilizes twice as much square footage 
as the office standard and five times the stan-
dard space for records storage. 
5. Should limit the vital company records to less than seven 
file drawers. 
a. Actually has no vital records protection at all 
or has gone overboard on moving them out of town 
or filming them so that the document protection 
cost rises three times the standard up to 1.5¢ 
per document.l5 
Naturally, standards can be of no value to a company unless it 
can determine what its own costs are. One large manufacturer determines 
its costs b.Y multiplying the number of cubic feet of records it has 
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times the cost per cubic foot per year for three different categories of 
records. The first category is the cost to set up office files in the 
first year. The second category is the cost to keep files in the office 
after the first year. And third, is the cost to keep records in storag~ 
Costs in the first category were determined as follows based 
on a new 4-drawer file with a capacity of 6 cubic feet: 
Annual 
Cost 
4-drawer steel cabinet at $.58.-useful life 10 yrs. $ .5.80 
Occupancy cost for six sq. ft. (average of $.30 
per ft. per mo.) 
Supplies (folders, labels, dividers, guides) 
File clerk ($1 • .50 per hour plus fringe benefits 
=$3484. Average file clerk handles 
48 drawers or 72 cu. ft. of records.) 
Supervisory cost or executive planning time 
Total 
21.60 
3.5.80 
290.00 
82.00 
$435.20 
Cost Per 
Cubic Foot 
$ -97 
3.6o 
5-97 
48.33 
13.67 
$72 • .53 
Costs after the first year were determined as follows: 
Annual Cost Per 
Cost Cubic Foot 
Filing cabinet $ 5.80 $ .97 
Occupancy 21.60 3.60 
File clerk (estimated) 14.5.00 24.17 
Supervisory (estimated) 41.00 6.8J 
Total $213.40 $35.57 
The cost of $ • 90 per cubic foot per year to keep records in 
storage was figured in the same manner. This company, obviously, had a 
place to begin because it knew what it was costing them currently to 
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house and store its records. It could measure results later on because 
it knew where it started. 
Another effective measuring tool is the use of ratios such as 
the number of cubic feet of records compared to square feet of floor-
space or number of employees. Special ratios can also be developed by 
breaking down the number of employees by functions such as personnel, 
purchasing or accounting which are large paperwork creators. 
It should be pointed out that Records Management can be broken 
down into three phases: creation, maintenance and disposal. Of these 
three, records disposal is the easiest phase to get into and dollar 
savings in space and equipment can be shown without too 111Uch difficulty. 
The effectiveness of control over records maintenance is a little more 
difficult but can be measured with tools such as the rate of reference 
to records, the waiting time before information is obtained or the nUmber 
of misfiled documents*. Finally, control of records creation can be 
measured by correlating the rate of records growth to such yardsticks as 
the number of employees, amount of sales, or square footage in buildings 
occupied. If records growth increases abnormally, the reason may be 
due to the addition of a new plant, a redesign of a purchase order that 
requires additional copies or perhaps a change in government contract 
requirements. 
In all of these instances the costs or ratios developed may 
*Record Controls, Inc., of Chicago, has estimated that the cost per 
misfiled paper is $61.2). This includes the cost of time spent by 
records personnel searching for the papers and the cost of such 
intangibles as executive time and customer annoyance resulting from 
misfi::tng. 
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vary from company to company or industry to industry. The important 
point is that standards and costs can be developed. 
Once these standards, or the dollars expended to maintain 
records, or the controls over record keeping systems have been deter-
mined, they can then be used to evaluate the effectiveness of a company's 
program to control records creation, storage and disposal, to simplify 
records keeping systems and ensure the protection of vital records. 
CHAPTER VIII - Reports 
In all of the activities covered so far appraisal has been dis-
cussed in terms of both tangible savings and intangible benefits. 
However, as reporting progress and results is an integral part of the 
process of appraisal, how management finds out about these savings and 
benefits and is then in a position to exercise some degree of control 
over them will be covered briefly in this chapter. 
Communicating tools. 
Reports are only a means of advising or communicating with manage-
ment. The type of reports used to communicate will vary from company to 
company in accordance with their organization structure and the personal-
ities involved. 
Robert Briggs, in his article on "How to Sell Systems to Manage-
ment,nl6 comments that the Systems and Procedures Department in one 
company finds it best to keep its management informed by verbal reports 
as the occasion demands and by writing a thorough report when any major 
project is completed. In a second company reports are made on an infor-
mal basis using verbal directions, discussions and carbon copies of 
letters followed up by a semiannual report summarizing the status of the 
projects in progress. In a third company only a simple weekly statement 
is prepared to keep management up-to-date and then detailed and compre-
hensive reports are prepared quarterly. In a fourth company the Systems 
and Procedures Department does not prepare reports except to make recom-
mendations to management on major projects. In all of these cases 
communication is accomplished and accomplished by the means best suited 
to each organization. 
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Formal reports. 
Formal reports are primarily of two types. First, there is 
the report which shows the status of a single project or a summary of 
the status of many projects. Examples of these reports are shown on the 
following pages. Secondly, there is the detailed report covering a 
single project. This type of report includes primarily a cover letter 
which summarizes the project, includes recommendations on policy, proce-
dure or equipment changes, and a brief description of savings and bene-
fits that can be derived from the change. This cover letter will be 
backed up by the detailed findings of the project in both narrative and 
flow chart form, proposed written procedures, and a detailed analysis of 
both tangible and intangible savings. The second type of report is the 
more familiar one as its use is widespread in all functions of business 
and is not confined solely to systems activities. 
Only one systems department of those contacted replied that it 
did not have to spend the time and money to prepare reports. The depart-
ment manager writes: "We do not make a formal evaluation of the contri-
butions of Systems and Procedures activities. In essence, our objectives 
are to increase effectiveness and/or reduce cost, with decided emphasis 
being placed on getting the most from the money we are now spending •••• 
As I am ,confident that our management feels that the contributions of 
the Organization and Methods Department more than offset the total expense 
of the organization, we are devoting our total effort to making the score 
rather than keeping it." 
Details for appraisal. 
Verbal reports, copies of memos, discussions, project status 
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reports and individual project reports are the media with which systems 
and procedures keeps management informed. lfust companies' managements 
use these reports to obtain either a quick grasp of the progress of 
projects under study or to obtain the complete details pertaining to one 
subject. Although their frequency varies, the reports provide the infor-
mation with which management can begin an appraisal of any of the activi-
ties of systems and procedures programs. 
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CHAPTER IX - Conclusions 
Can appraisal be accomplished? 
Management ~ make an appraisal of systems and procedures pro-
grams although the techniques used may vary depending on the activity 
under review~ Dollar savings are definitely used as proof of success in 
the areas of Forms Control, Equipment and Supplies Control, Work Simpli-
fication and Records Management. In the areas of Procedure ~~uals and 
Organization Analysis, subjective judgement is primarily used to weigh the 
value of intangible benefits and achievements. 
Prerequisites for top management. 
No systems program is going to make much headway unless top 
management gives the program active support. Regardless of where the 
Systems and Procedures Department may be placed in a company's hierarchy, 
top management backing is a necessary requirement to the success of 
systems activities. One of the requirements for effective procedure 
manuals which is that procedures must be approved and revised by the 
person who has the authority to establish them illustrates this point. 
It is a fact that efficiency, coordination and control begin with top 
management's desire to have such things. Conversely, if top management 
is against this type of activity to start with, they will in all proba-
bility be negative in an appraisal of the results achieved. 
In addition, it is necessary that management have a clear 
understanding of both company objectives and the objectives of the sys-
tems program itself. This is particularly true as the latter can be of 
the long range planning type, the short range "putting out brush fires" 
type or a combination of the two. 
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If these two characteristics, desire and understanding, are 
inherent in a company's management, then appraisal of systems programs 
will not be difficult. 
The common denominator. 
Savings figured in dollars and cents are certainly tangible 
and in some companies are the only kind reported. Normally, savings 
are computed by figuring how much it cost to do it the old way and how 
much to do it the new way including, for example, retraining of opera-
tors or clerks and new equipment and forms purchases. The cost of the 
systems effort is normally figured on the basis of the number of man-
hours spent in research, defining the project, gathering facts, develop-
ing new procedures, obtaining approvals, installing the system and fol-
lowing-up later on. 
It is interesting to note the continuing nature of any savings 
obtained. Of course, savings can result in an immediate reduction in 
expense, but they also continue into the next month, quarter or year and 
are cumulative in their effect. This was brought out specifically in the 
chapter on Forms Control where the savings obtained through the redesign 
of a form continued as long as that form was used. It also applies to 
the savings accomplished in other types of activities. Also note that 
sometimes a new system costs more than it saves, however, it should be 
examined to determine if it produces savings in the long run. 
Finally, one word of caution on how savings are figured. One 
fault that may occur in estimates of savings is that the person who 
designs the system also computes the savings. In some cases, it is pos-
sible that the systems analyst may lose the overall prospective that an 
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outside observer can maintain and as a result miscalculate the potential 
savings. 
Intangible benefits or achievements. 
Appraisal of systems programs in terms of intangibles has been 
used in the past, is used today, and in all probability will continue to 
be used. Management's desire to prevent crises before they occur, to 
add services without adding personnel and to obtain simplicity and speed 
of communication through the use of organization charts, functional res-
ponsibility statements and written procedures continue to be prime moti-
vating factors. 
Even though it is important that as many tangible results as 
possible be identified, such as dollars saved from records retirement 
and destruction, so that there are only a few intangibles that manage-
ment must judge subjectively, intangible achievements, such as faster 
information retrieval, due to up-to-date records keeping systems, will 
still occur. When they do, and if systems objectives are clearly 
defined, appraisal is a matter of comparing results to objectives. 
Kenneth Tiffany stated this very well when he said: 
A systems analyst •••• should not waste time on 
measurements and estimates when they are too fuzzy 
to have meaning. One can usually count on manage-
ment to appreciate a position based on intangibles 
for usually many of their actions are even more 
unmeasurable than an analyst's. Few things can 
discredit one more quickly than a guess or a ration-
alization disguised as a measurement. An honestly 
admitted "guesstimate• is better than a fabricated 
proof, for then people know something Qf the odds 
and of the shifts that are desirable.l/ 
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Before and after concept. 
In appraising systems programs, another point that involves 
both tangible and intangible results must be considered. It may be 
called the before and after concept. A simple illustration of this is 
the advertisement which is seen many times in magazines and newspapers 
extolling the powers of a preparation to cure baldness. The ad shows 
a picture of a man without hair before he used the preparation and 
another picture showing how hair grew after he used it. 
Needless to say, many times change comes slowly. It is very 
important that the original situation be defined in terms of dollars, 
the cost to do a job, or what the original problem was. Perhaps a form 
takes too long to fill out or maybe production information is unavailable 
at the time it is needed to assist the sales and engineering functions 
in making decisions. There is an old saying that a problem well defined 
is half solved. It is certainly true in this case. Once the original 
situation (before) has been described specifically, the difference between 
it and the new or changed situation (after) can be easily determined. 
Appraisal of entire program. 
There are two distinctly different types of objectives toward 
which systems programs can be directed, and any evaluation of systems 
and procedures effort should consider them both. First, there are those 
objectives which call for the reduction of something. This can be a 
reduction in the costs of personnel, purchased materials, man-hours spent, 
training time required, or confusion caused by different methods used to 
handle the same problem. 
The second type of objectives are those which call for the 
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creation of something. In a growing company, the objective may be to 
create new forms to serve as tools with which to do new jobs. Or, the 
objectives may be to obtain more information on company operations, 
add customer services, present a uniform picture of the company to 
outsiders, improve morale, or move from manual to semiautomatic or 
automatic methods. 
Because the objectives of a systems program may consist of 
both of these types, and due to the interrelationships and effects that 
the various systems activities have on each other particular~ in the 
areas of Forms Control, Procedure Manuals, Equipment and Supplies Control, 
Work Simplification and Records Management, in the final analysis the 
value of systems and procedures programs consists of their total effect 
on company operations. 
, 
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